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_ AD/OSR 
MEMORANDUM FOR: ADD/QSR 


i e 
Noel and John, “ ™ 


ee eee 


Attached for your information is a memo from 


Howie. I found it very interesting and suspect 
that you will as well. 


Attachment: 
as stated 


Chief 
Soviet Strategic Forces Division 


Date 41 Mar 76 
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BYES ONLY AND CARVER 
HEREWITH NIO/G-V"12 . 3 ) a ee a2 


{gSUBJECT? NIO FUNCTIONS 
a 
ee 


1, CARVER'S ee FEBRUARY ME MO RAND UF Is AN ADMIRABLY CLEAR 


ST AT EM EN T CF MAIN 1S SUES AND OPT IONS REG AR DI NG THE ORGANIZATIONAL 


AR RANG EM EN TS FOR PRODUCING NATIONAL INTELL IGEN S 
| 2, IN CONSIDERING THE SEVERAL OPTIONS FOR THE INSTITUT ICNAL 


LOCATION OF THE PEOPLE HAVING PRIMARY RESPONSIBILITY FOR PRODUCING 
A 


UG 


ON I ONAL J[NTELLIGENCE ESTIMATES AND MEMORANDA: I THINK THAT MAJOR 


_—_— 


“ATT ENTION SESULD SE GIVEN TO THE NEED 70 STRENGTHEN THE "INTELLIGENCE 


"COMMUNITY" CONCEPT. UNLESS THIS CONCEPT 1S UNDERSTOOD To BE THE e os 


: FRAGILE FLOWER THAT IT 1Ss AND UNLESS EACH INTELLIGENCE POLICY 


"DECI SION 1S TAKEN WITH AN EYE TOWARD NURTURING TT, TH Der's ABILITY _ 
to PERFORM EFFECTIVELY AS HEAD OF AN INTELLIGENCE COMMUNITY WILL 
(BE JEOPARD IZED + -— cee iene 
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eS THE FRAGILITY OF THE CONCEPT OF AN INTELLIGENCE COMMUNI TY 

i. RESULTS IN LARGE PART FROM THE FRAGMENTED AUTHORITY FOR AL LOCATING 

oo irs RESOURCES: THE LACK OF A COMMAND RELATIONSHIP FROM THE Del | 

70 THE HEADS OF THE INTELLIGENCE AGENCIES OTHER THAN CIA, AND 

Do THE EXISTENCE OF COMMAND RELATIONSHIPS BETWEEN THESE OTHER INTELLIGENCE 
> CHIEFS AND HIGHER AUTHORITIES IN THE DEPARTMENTS AND AGENCIES a 

iw warty THEY SERVE. THERE TS NO SUESTION THAT THESE OTHER INTELL IGNE CE 
GAITERS. AND HENCE THE ANAL YT IC AL GROUPS THEY COMMAND, NEED TO BE 

“SE sp ON ST VE TO THE PR IORI TY. CONCERNS OF THEIR DEP aR TMENTS AND AGENCIES, 
THE RECENT EXECUTIVE GRDER RECOGNIZES THIS NEED» WHILE AT THE SAME TIME 
INTRODUCING NEK MECHANISMS TO STRENGTHEN THE DCI'S POSITION--AND 
“HENCE THE COMMUNITY CONCEPT ITSELF. 7 | 

i iy In THESE CIRCUMSTANCES, HOXEVER, IT MUST BE UNDERSTOOD THAT 


—e 


a aR RRS 


“THE PRODUCTION OF NATIONAL INTELLIGENCE DOES NOT NECESSARILY 


HAVE FIRST PRIORITY CLAIM ON THE ANALYTICAL TIME AND ATTENTION OF 


tact TAA NO OLA natrtste, 


THESE CTHER INTELLIGENCE COMPONENTS» IT IS ONLY NATURAL FOR THE 
ae > : a 


* HI GHER AUTHORITIES TO WHICH THESE COMPONENTS REP ORT TO WANT TO 
RELY AS EXCLUSIVELY AS POSSIBLE ON THEIR 0 WN INTELLIGNECE 


“RESOURCES IN THE AREAS WHICH MATTER MOST TO THEM, “AND FOR THE: 


“COMPONENTS TO WANT TO SERVE THEM AS EXCLUSIVELY AS POSSISLE.- TO 
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OVERCOME THIS NATURAL TENDENCY, IT IS OSVIGUS THAT NATIONAL 


cae 


INTELLIGENCE PRODUCTS MUST BE OF HIGH QUALITY, MUST B© RELEVANT 


U 


10. THE CONCERNS OF POLICY OFFICIALS IN THE AFFECTED DEPARTMENTS 
AND AGENCIES, AND MUST INVOLVE THE PARTICIPATION OF THEIR INTELL is 
“GENCE COMPONENTS IN A MAJOR WAY. IT IS PERHAPS LESS 0BV 10 US THAT 
“THE PEOPLE HAVING G PRIMARY RESPONSIBILITY FGR PRODUCING NATIONAL * 
“INTELLIGENCE _ESTI IMATES AND Em 
pPALLS "ANY APPARENT TAINT® OF DOMINANCE BY ANY SINGLE AGENCY == 


Tig ert 


“INCLUDING THE ClaAw-AND MUST BE LOCATED HIGH ENOUGH IN THE 


ANDA MUST BE FREE OF W 


WHAT CARY ER’ 


 HLERARCHY TO HAVE EFFECTIVE CALL ON-=THOUGH NOT COMMAND OVER@=ALL 
RELEVANT RESOURCES. | OFTHE INTELLIGENCE county, 
D5, THE FOREGOING REGUIRENENTS ALONE LEAD ME TO RULE OUT 
. ALL BUT THE D/DCI/IC OPTION AND THE DCI STAFF ELEMENT OPTION 
“DESCRIBED IN CARVER'S MEMORANDUM, . | ee tee 
6, AS BETWEEN THESE TWO OPTIONS, IT SEEMS TO ME THAT THE 
~ GHOICE WOULD NEED TO FLOW LARGELY FROM A DECISION ABOUT WHETHER 
“THE "EXTENDED RANGE FUNCTIGNS" WHICH CARVER DESCRIBES NEED TO BE 
>. PERFORMED. FOR THE COMMUN ITY BY ONE ORGANIZATIONAL ENTITY, MY 
“EXPERIENCE OF THE PAST TWO YEARS TELLS ME THAT THE NEW DCI SHOULD 
“NOT BE LED TO EXPECT "EXTENDED. RANGE FUNCTIONS” TO BE CARRIED 
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CuT EFFECTIVELY ON HIS BEHALF By THE NIO SYSTEM AS IT IS PRESENTLY 
CONSTITUTED AND STAFFED. LET'S FACE IT, THIS NIO CAND I BELIEVE 
OTHERS) IS NOT AND KILL NOT BE CAPABLE OF EFFECTIVELY CARRYING 7 
out THE MEXTENDED RANGE FUNCTIONS" THEORETICALLY ASSIGNED TO 
uM. NATIONAL INTELLIGENCE PRODUCTICN OCCUPIES MY (AND I BELIEVE 
- THETRD VIRTUALLY FULL TIME ATTENTION, JUDGYENTS ABOUT THE COST > 
“BENEFIT OF COMPLEX FUTURE COLL ECTI ON SYSTEMS, AND JUDGMENTS ag out 
gf AL YT IC AL RESOURCE ALLOCATION AMONG THE SEVERAL IMPORTANT 
GEOGRAPHICAL AND FUNCTIGNAL AREAS CF. JNTEREST To THE COMMUNITY» 
~ SIMPLY CANNOT BE ADDRESSED SERIOUSLY BY PEOPLE HAVING AS LITTLE 
“STAFF CAPACITY AS THE NIOS- 
7, THUS 1 BELIEVE THAT THE DG] SHOULD KEEP THE NIO'S OR 
“THEIR SUCCESSORS ORGANIZATIGNALLY SEPARATE ONLY IF HE EXPECTS 
“THEM TO. BE RESPONSIBLE ALMOST EXCLUSIVELY FOR OUTPUT, IF, HOWEVER» 
ORE WANTS "EXJENDED RANGE FUNCTIONS” To BE PE RF OR MED BY A SINGLE 
ORGANIZATIONAL ENTITY, I THINK HE WILL NEED To 1 NC 08 PO RATE T Ho SE 
RESPONSIBLE FOR NATIONAL INTELLIGENCE PRODUCTION INTO THE Ic | 
USTAFF AND PLAN TO HAVE THIS STAFF COLLECTIVELY PERFORM THE 


_ “EXTENDED RANGE FUNCTIONS," 1 DO NOT MEAN BY THIS COMMENT TO 


“SAY THAT THOSE RESPONSIBLE FOR OUTPUT SHOULD, IF PLACED D NETH IN 
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«THE «IC STAFF, 8€ DIVORCED FROM DIRECT CONTACT KITH THE Dol ON 
Dp 


THEIR SUBSTANTIVE AREAS, OR THAT THEY SHOULD PE ERSONALLY BE EXPECTED 
5 _T0 HEAD UP LARGE GEOGRAPHIC OR FUNCT IO NAL UNITS WITHIN A REORGAN 
“TEED 1c STAFF, RATHER» I MEAN THAT THEY SHOULD BE PLACED IN AN 
OR GA 12 AT TONAL POSITION WHERE THEY COULD EXERCISE MORE DIRECT 
D INFLUENCE ON THE LONG RANG E COLLECTION PLANNING AND RE SO RR CE | 
~ALLOCA BI ON ASPECTS OF THE IC STAFF'S WORKe ee ©. aca 
| a. AS PETWEEN A SEPARATE “ORG AN TZ AT 10 NA& CHARGED WITH NATIONAL 
“Areut roence GUTPUT AND A COMBINED ORGANIZATION CHARGED KITH . 
“WEXTENDED RANGE FUNCTION, 1 HAVE No STRONG RECOMM ENDATION AT 
“PRESENT. | eee | | fo 
ans fe CARVER'S PRESENTATION LEADS LOGICALLY TO THE ANSWER To 


- oy QUES TION HE DID. NO T ADDRESS IN amt ‘DETAIL: WH AT WILE SUCCEED 


g THE US 1B ? IF. NATIONAL INTELLIGENCE IS TO INVOLVE THE O08 JECT IVES 

D ve WAVE AGREED WITH PFIAB ARE ESSENTIAL“-E. cane BRINGING THE BE ST 
cone MUNITY EXPERTISE TO BEAR ON A PROBLEM) THOROUGHLY ANALYZING THE. 
Semaine: AND GAPS IN THE COMMUNITY'S INFORMATION, AND SURF ACTING 
9 TG THE CGNSUMER BOTH THE UNCERTAINTIES AND THE DIFFERENCES OF | - 


3 
2 
> 


“VIEW WHICH EXIST IN THE COMMUN IT Y~ ~THEN ALL AGENCIES WITH 
“SUBSTANTIVE COMPETENCE ABOUT AN ESTIMATIVE PROBLEM MUST BE 
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“INCLUDED IN PRODUCING A NATIONAL ESTIMATE ON THE PROBLEM, 
ata AGENCIES ARES ARE INCLUDED AT THE ANALYTICAL LEVEL, THEY HAVE A 
“RIGHT. AND RESPONSIE ILITY TO BE INCLUDED AT THE SUPERVISORY LEVEL, 
TT FOLLOWS THAT THE HEADS OF THE. INTELLIGENCE AGENCIES HAVING 
"pe SP OVSIBILI TY FOR SUSSTANTIVE INTELLIGENCE PRODUCTION WILL 


NEED TO REVIEW NATIONAL INTELLIGENCE ESTIMATES BEFORE THEY ARE , 


“ISSUED » PRESUMABLY THE MOST EFFECTIVE WAY FOR THEM TO DO THIS : 
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Reo) ati FINAL SECTION OF THO 

10% es a KR Ath 


o IS AS A SITTING BOARD OR PANEL, THUS SOMETHING LIKE THE USIB | 
OWTLE NEED TO BE RECONSTITUTED, : = ‘ee OF ee 1 


— 28S -THE GUESTION OF HEMBERSH IP ON SUCH A BOARD GR PANEL 1S : 


f- “HE AY ILY DgPENDENT ON WHE THER TRE DC] AND THE NEW DEPUTY SECRETARY: 
“hee 


OF DEF EN SE FOR INTELLIGENCE DECI DE THAT THE NCI SHOULD HEAR 


oO 


“DIRECTLY THE VIEWS OF THE NO Ne DI A INTE LL IG EN CE CHIEFS IN THE 
© pEFENSE DEPARTMENT. J BELIEVE THAT IF THE JOINT CHIEFS OF STAFF 
ARE GOING TG KEEP ON GETTING THE VIEWS OF THE SERVICE INTELLIGENCE 


at CHIEFS DIRECTLY MAS OF COURSE THEY WILL) s THEN THE DCI HAD SETTER 
oO. “KEEP, ON GETTING THEM DIRECTLY TOO, IN THIS CASE, THE NEED TO 
7 “GUARD AGAINST GETTING BLIND- SIDED WOULD nso CONTRIBUTE To THE 
INTELL IGEN CE COM MUNI TY CONCEPT. | = ee : ore i 
“41, NEXT. THERE IS THE QUESTION OF ae oF A ‘i 
“COLL ES TAL BOARD OF NATIONAL, ESTIMATES» AS RECOMMENDED BY THE we 
"MURPHY COMMISSION AMONG OTHERS « “YOU KNOW MY SHORTHAND VIEK OF 
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THE FEASIGILITY GF FINDING A SMALL GROUP OF PECPLE WHO CAN 
EFFECTIVELY SUPERVISE THE PRODUCTION OF NATIONAL ESTIMATES ON 
“THE RANGE OF PROSLEMS THE INTELLIGENCE COMMINITY CONFRONTS TODAY, 


 ESPECAILLY CONSIDERING THE RANGE OF SOPHISTICATED INTELL IGENCE 


COLLECTIGN AND ANALYTICAL TOOLS IN USE TODAY, IT IS THAT SUCH 


"kh CONCEPT ERRONEOUSLY ASSUMES THAT RENAISSANCE MAN IS AVAILABLE 


TO WORK FOR THE CIA AT 338.990 PER YEAR. i er ee er. 
SO I EC AIT CI ION AANA etch IE METERS ARE Anptntc see plndacnefe 


9 


12,” HOWEVER, WITH TWO YEARS OF EXPERIENCE BEHIND ME» I NOW 
gfELIEVE THE NIO SYSTEM HAS SWUNG TODFAR TOWARDS COMPLETE 


| 
gunn: 


OVER EACH CTHER IN REQUISITI NING ANALYTICAL RES OUfe2S FROM. SOME 


ten epee teen eet Ratna Att AOA catncrars atmmtnirn ty abla eter 


a ee ett Oe emt 


QUESTIONS SLIDE BECAUS THEY FALL BETWEEN OUR INDIVIDUAL AREAS 
Pee namnmentinmanamemmmnnntnntiomendt rsdeemenmneneteatien aieiemaetensemencie neaen once anentenin mentee raat en nn tema lt 


Ore pre 


OF RESPONSIEILITY. A MODIFIED FORM OF COLLEGIALITY» AT LEAST WITH 
emer 


a aeeeeinmaemnacateene trae 


BE EXPLORED AS PART QF. ANY NEW S TRUC TURE FOR THE PRCaUGL TON OF 


RESPECT TC ID pie WHAT PROBLEMS SHOULD BE ADDRESSED »: ON 


"Wit AT PRIORITY» AND EMPLOYING WHA T AN AL YT IC AL RESOURCES » SHOULD - 


NATL ON AL INTELLIGENCE ESTIMATES AND MEMORANDA, 


143, AS FOR A STAFF OF NATION AL INTELLIGENCE DRAFTERS LIKE 


THE OLD ONE STAFF) I CONTINUE TO OPPOSE IT STRONGLY. AGAIN» THE 
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“FRAGILITY CF THE CONCEPT OF AN INTELLIGENCE COMMUNITY IS AN 

; IMPORTANT FACTOR, DN OF THE FEW HAYS WE HAVE To OBTAIN MAJOR 

i) = PENT AG ON INV GLVEMENT IN NATIONAL weet ES $1 MA TE S= -" MA 0 RU 

Seeancrt BY PROFESSIONAL METING? GOERS ALON ALONGe*IS TO KEEP 

-PUSH INS THE DRAFTING REQUIREMENTS OUT TO ANALYTICAL TEAMS DRAWN 
FROM THE VARIOUS AGENCIES, WHAT IS REQUIRED IS MORE SUPPORT _ 
FROM us, ‘FOR “THESE TEAMS--GOING TG BAT FOR THEM TO GET ACCESS a 
min DATA, S PG NS OR ING SE MINA RS “AND TRIPS FOR THEM, GETTING CONSULTANTS 
oa HELP THEM WHERE APPROPRIATE, GIVING THEM FIRST QUAL ITY ED IT OR TAL 

ona GRAPHIC AS SISTANCE, “ETC. aus ST PeCGHNE NS THAT WE CONSIDER 

© oan EXPANDED NATI ONAL INTELLI GENCE, PUBL ICAT IONS STAFF» SUT OP pg SE 

- |g DRAFTING STAFF LIKE THAT EMPLOYED BY ONE IN THE PAST. 
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